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Executive Summa




Executive Summary (1)

meptember, the activity level of the BES project increased in multiple areas, including requirements validation, system

development and testing. Challenges continue in communications, schedule management and the project approach, where a
schism between methodologies (Agile, as it relates to code development and Waterfall, specific to contractual milestones and
deliverables) exists.

The project team is taking steps to remedy these challenges but the ASI stated progress will not happen quickly. While
changes to the deliverable review/approval process are being executed and the final results are pending, discussions during
the draft review sessions have proactively identified potential issues and provided DHS with a better understanding of the
functionality under development in each release. Further, the State has asked the ASI to develop a proposal to improve the
alignment of the Agile and Waterfall activities.

IV&V continues to be concerned about DHS’ staffing levels, the persistent communication issues between DHS
Leadership/BESSD/ASI, the teams’ knowledge to effectively use the Solution Optimization tool set and its ability to meet
project deadlines. V&V recommends the project team collaboratively review the DDI approach, milestones, and specific

antionality planned to be developed in each release so that there is a shared understanding, minimizing churn. /

Jul  Aug Sept Category IV&V Observations
The Project Management category continues to represent most (over 60%) of the IV&V
u . H u Project findings, which consist of risks and issues specific to the project schedule, solution
A4 Management | architecture, quality of project artifacts, communications, roles and responsibilities and DHS
staffing.

P | Configuration | The project team is still attempting to understand the ASI's development approach. DHS
(M) | (m)| (m) |and will gain more insight as the ASI further defines the architecture, completes and delivers the
R | Development | remainder of the Release 0.1 and Release 2.0 deliverables, and UAT testing in October.
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IV&V Findings and Recommendations



IV&V Findings and Recommendations 7))

As of the September 2020 reporting period, PCG is tracking 14 open findings (8 risks and 6 issues) and has retired a total of
39 findings. Of the 14 open findings, 9 are related to Project Management, 2 in System Design and 1 each in Requirements
Analysis and Management, Configuration and Development, and Deployment.

Open Risks & Issues

-
System Design

Requirements Analysis &... T
Open - Med

Project Manageme Nt o m Open - Low

Dep|oyment ] H Open - ngh

Configuration and Development

Open Risks & Issues by Category

= Configurationand Development

|

= Deployment

ProjectManagement

Requirements Analysis & Management

= SystemDesign
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IV&V Findings and Recommendations 7))

The following figure provides a breakdown of all IV&V findings (risks, issues, concerns) by status (open, retired).

All Findings

Finding - Risk

M Retired
Finding - Issue
H Open

Concern
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IV&V Findings and Recommendations 7))

Findings Opened During the Reporting Period

No new risks or issues were opened during this reporting period.
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IV&V Findings and Recommendations D
Findings Retired During the Reporting Period

Issue - Changes in direction regarding the preferred platform [Liferay vs. Adobe] for
portal development may impact project schedule and cost.

MQD recently kicked off their Liferay to Adobe portal migration project with Pacxa as the
systems integrator. The BESSD portal will be developed in Liferay. Although the costs to . _

12 develop and maintain 2 separate portals for benefit applications in 2 different technologies Configuration and
(Liferay for BES, Adobe for MQD) may be higher, DHS decided to move forward with both Development
portals due to the timing of the projects and planned go-live dates. DHS may re-evaluate this
and possibly merge the portals at some point in the future. Although IV&V cautions the State
that this approach may impact enhanced federal funding, this finding is being retired during this
reporting period.
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IV&V Findings and Recommendations 7 )

Preliminary Concerns Investigated During the Reporting
Period

Test Case creation without functionality acceptance from JAD/JAR sessions. IV&V is
55 researching how the JAD results, including acceptance criteria, are carried over or linked to the Project Management
use cases and testing processes.

New - The Data Conversion effort lacks Leadership, consistency in Data Governance, and
effective communications. Data Conversion is often considered as one of the longest and

58 most complex tasks in a DDI project. The lack of a DHS Conversion Lead, coupled with Project Management
communication challenges on tasks, activities, and decisions lead to schedule delays.
New - The Project's Critical Path does not include release / functionality dependencies.
59 Most of the tasks and activities in the current Project Schedule are not on the critical path until Project Management
Release 0.6. The intent of the critical path is to provide early warning of possible schedule
delays. As it exists today, the value of the critical path to the project team is minimal.
New - System Integration of the BES Modules (CMM, FMM, SSP) is planned to be :
. ; . . o Integration and
60 develop_ed in th_e later releases vs. co_ntlnuous |nte'grat|on model within _each release. The Interface
planned integration strategy may result in rushed and incomplete system testing and a system Management

that focuses on individual components rather than overall system capabilities.
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IV&V Findings and Recommendations
Project Management

Criticality

Key Findings Rating

Issue — Late Delivery of project deliverables may result in schedule delays.

This month some deliverables and work products were completed on-time, yet several were delivered late.

IV&V acknowledges the project team adopted a revised pilot process for the Release 0.2 deliverables, ( y
2  causing multiple deliverables in the review process concurrently. DHS approved the SOAP BI-5 Project

Schedule deliverable. However, the BI-5 Project Schedule has not been re-baselined and outstanding action

items are expected to adjust some dates within the schedule along with additional new tasks. V&V

maintains this is a high-criticality finding to the project.

Recommendations Progress

» Prior to acceptance of the new baseline, finalize the needed updates to the project schedule to address the

outstanding items/issues identified by DHS, the ASI, and IV&V. In process
* V&V recommends the project team evaluate the estimating process to determine if changes should be made to
reduce the number of late tasks and/or conduct a root cause analysis to determine and address the root Not started

cause(s).
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V&V Findings and Recommendations H
Project Management

Key Findings C;g;ﬁléty

Issue - Uncertainty and/or a lack of communication around long term architecture decisions could
lead to unexpected impacts to the project budget, schedule, system design, and planning decisions.

IV&V has been invited to attend the weekly Project Architecture meetings, led by the ASI Solutions Architect. i
29 The stated purpose of this meeting is to provide technical stakeholders with a forum to gain insight into and M

discuss project-related technical architecture decisions and activities. The discussions appear to be

productive and the topics are relevant to the project. Additionally, the BI-12 documents are being drafted

and reviewed by the project team. Therefore, IV&V is lowering the finding criticality to Medium.

Recommendations Progress

» The ASI should continue to document the architectural details in the Bl-12 System Architecture Deliverable and

if possible, review draft content with DHS and IV&V. L Ao

» DHS should finalize the Portal strategy and communicate the strategy with the stakeholders and project teams. Complete

* The project should vet possible architectural change impacts to the platform, M&O, MQD, and BES systems

before finalizing architectural decisions. lifplivesss
» Efforts should be made to increase communication to create an awareness of possible architecture changes so
that they can prepare for the possibility of a change. For example, if there is a possibility that the platform In process

could change then analysis/design could focus on platform agnostic design and avoid extensive efforts in
refining a platform specific design.
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V&V Findings and Recommendations H
Project Management

Key Findings CrngtCiiléty

Risk — Project delays and disruption in DHS operations may occur if ASI communications with DHS
regarding key (urgent/time sensitive) project information does not improve.

The project continues to experience communication issues. Examples that occurred during this reporting
period include:

» DHS was surprised to learn that data conversion was not going to be performed as part of Release 0.2 y

” and that it would only be done on paper.
» DHS leadership was surprised to learn that the requirement to allow the public to perform a preliminary

eligibility assessment without logging into the portal was removed from scope.

* DHS learned during the Release 0.2 UAT go/no go decision meeting that Liferay is not installed, meaning
the full functionality it is not undergoing SIT or UAT.

IV&V does not support any of the above approaches. Considering the project is now into development and
these communication issues continue to happen, we changed the criticality from Medium to High.

Recommendations Progress

* Request ASI enhance processes and planning for project communications and include key project

communications to DHS in the project schedule. For example, notifications in preparation for release activities. L pLESEES
» DHS work with the ASI to remove barriers of communication between the DHS stakeholders and the
Not started
development team.
» ASl increase dialog with the DHS project team individuals instead of relying on formal meetings to inform and In process

discuss project topics. Update the project communications plan with enhanced communication processes.
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IV&V Findings and Recommendations H

Project Management

Key Findings ngfiiléty

Issue - Due to key DHS and BES Project Team members departing and/or transitioning from the
project, succession planning and knowledge transfer is needed to ensure there are no gaps in
knowledge and leadership on the project.

The lack of DHS staff to support the BES project is negatively impacting the project. The last DHS PMO y
43 member retired at the end of this month. The initiation of the Pilot Deliverable review and approval process

along with all other project work is straining the DHS project team. It is critical that additional staff be made

available to work on the project to include managing the ASI contractual requirements. IV&V changed this

finding from a risk to an issue in this reporting period.

Recommendations Progress

» The state should develop a transition plan for the project and PMO resources as identified in the RFP, which
includes DHS PMO and DHS DDI resources (reference RFP section 3.4.3 'DHS Staffing’). It should also In process
include possible project resource impacts considering the COVID-19 economic impacts to the State.
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IV&V Findings and Recommendations ')

Project Management

# | Key Findings Criticality
Rating

Risk — The COVID-19 pandemic and the related "stay at home" order could hinder project activities and
negatively impact the project schedule and budget.

Effective October 15, 2020 the 14-day quarantine for transpacific travelers will no longer be required if
travelers provide proof of a negative COVID-19 test. BESSD resources continue to be severely constrained &
due to an increase of people needing public assistance while maintaining the Federal performance metrics to :
include application processing times. As a result, BESSD has not been able to provide staff to fully support

project tasks.

a7

Recommendations Progress

* Ramp up efforts to setup, train, and assist stakeholders on remote work devices and tools and make every effort

to help them to become highly functional with remote access technology (e.g. MS Teams/Skype). nIeEss:
* Suggest the project and DHS create a detailed, documented risk mitigation strategy and plan that is reviewed
regularly and revised to address the current state of the COVID-19 threat and related impacts over the next 6 to I Drocess
12 months. The plan should include the possible economic impacts to the state budget directly related to project P
resources.
» Update the OCM Plan to include any new activities or updates to planned activities to aid the organization In process

through this COVID-19 pandemic in the short and long term.
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IV&V Findings and Recommendations ')

Project Management

# | Key Findings Criticality
Rating

Risk — The CMS Outcomes-Based Certification Requirements have not been published by CMS, 7
which may impact the project schedule and funding. (il

48
No material update this month, IV&V will continue to monitor.

Recommendations Progress

* DHS to continue dialogue with CMS regarding the project’s approach to OBC and MITA alignment to ensure all

CMS requirements are met by the BES Project. L[l
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V&V Findings and Recommendations H
Project Management

Key Findings Crnggﬁléty

Issue — Poor quality project deliverables may lead to rework and negatively impact the system
design, testing artifacts and project schedule.

The ASI submitted multiple deliverables during September. While most were for Release 0.2, several were

also submitted for Release 0.1. The ASI and DHS agreed to a revised 'Pilot Process' for deliverable reviews

starting with Release 0.2 to increase quality and reduce review timeframes. In the Pilot Process, draft

deliverables are submitted by the ASI to DHS prior to having ASI quality assurance reviews performed. This o
49 s followed by a walkthrough of the draft deliverable, and finally delivery of a deliverable for final review that (™)

is expected to meet the needs of the project. Since the Release 0.2 deliverables are still in Draft and the ASI o

QA activities have not been completed, it is too early to determine if quality will be improved.

The ASI and DHS will review the outcome of the Pilot Process after the Release 0.2 deliverables are
complete, and collaboratively determine the best path forward. V&V will leave this finding open until
Release 0.2 deliverables have been reviewed and quality has proven to be improved across all deliverable
and work products.

Recommendations Progress

* V&V recommends that a facilitated root cause analysis be performed by the ASI with DHS and V&V in
attendance. Quality issues are rarely generated by a single entity in a project, so there could potentially be
multiple causes or root causes of this current condition. Once the root cause(s) are identified, IV&V In process
recommends immediate action be employed to resolve quality concerns on in-process deliverables prior to
submission of subsequent deliverables
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V&V Findings and Recommendations H
Project Management

. Criticality

Risk — Poorly planned and executed UAT could lead to implementation delays and delivery of a
solution that may not meet all business needs.

The ASI has taken additional mitigation steps to improve UAT for Release 0.2 including:

» Adding additional steps in the schedule that specifically identify pre-requisite steps for UAT, which were
54 missing in Release 0.1; \y

» Providing more detail on the Release 0.1 Lessons Learned Action Plan to address UAT issues.

IV&V will observe the impact of the lessons learned with Release 0.2 UAT, planned to begin in early
October, and provide an update in the next report.

Recommendations Progress

» The ASI further develop the action plan to include owners and target complete dates. Report progress in the

weekly status meeting. In process

» All agreed upon actions to resolve issues called out in Lessons Learned should be added to project schedule

so adequate timing is provided to support UAT preparation and execution. In process
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V&V Findings and Recommendations H
Project Management

- Criticality

Risk — Roles and responsibilities of the BES "Product Owner" and communication of this role's
activities with DHS and the project team is not clear.

57 The ASI provided a RACI chart that shows the ASI staff filling the Product Owner/Manager roles and clarifies
three formal touch points between the ASI and DHS. While these activities show improvement, some gaps y
remain. Therefore, the ASI and DHS continue to work on addressing the communication gaps - which will be
critical for success in later, more complex releases.

Recommendations Progress

» |dentify and execute to the communication path agreed to by DHS/ASI between the Product Managers and

Product Owners and DHS/BESSD. In process
* The ASI to clearly define the staff assigned and the roles and responsibilities of the ASI Product Managers and
In process
Product Owners.
» DHS consider adding staff to the project team with ‘deep’ BESSD business knowledge to work hand-in-hand 7 eeEs

with the product owners and development team.
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IV&V Findings and Recommendations ()
Configuration and Development

. Criticality

Issue — Lack of clear understanding of the DDI approach may reduce effectiveness of all SDLC

Processes.

As the project team completes Release 0.1 and begins work on Release 0.2 UAT, some misunderstanding

of the DDI approach continue. Examples include:
16 ‘:\ M/:‘

+ The ASI’s subcontractor is using a different instance of the tools than the ASI;

+ The approach and expected results from the Data Conversion within each release is not understood by all
members of the project team.

IV&V will continue to monitor this finding in future reporting periods.

Recommendations Progress

« ASI provide DDI approach documentation/materials for stakeholders to review and/or refresh their knowledge

on demand; the materials could be made available via the project SharePoint. NEBEEiEe

+ Encourage ASI and DHS testers to consistently collaborate during SIT and UAT activities. In process
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IV&V Findings and Recommendations H
System Design

- Criticality

Risk — Due to the sequencing of JADs addressing Workflow at the end instead of during current JAD
sessions, the project could be faced with significant design rework, which may result in schedule Y 5
3g delays, and impact the quality of solution design. &

No material update for this reporting period, the workflow JAD sessions are planned to be conducted in
Release 0.4, December 2020.

Recommendations Progress

» The ASI to define how the workflow/task functionality will be refined and integrated into the system designs.

Communicate this approach with the project team and train the Business Analyst session facilitators. [[pleEsEs
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IV&V Findings and Recommendations H
System Design

indi Criticality

Issue — The System Architecture documentation is scheduled for completion after multiple releases
are in development, and some releases are already completed.

Although the System Architecture document has not been formally approved by DHS, the DHS CIO meets

with the ASI architecture team on a weekly basis to discuss questions, issues, and provide guidance for o

progress on development. Itis unclear how the items discussed on a weekly basis are communicated (\ M j
53 across the Case Management Module (CMM), Financial Management Module (FMM), and Self-Service

Portal (SSP) project teams. In the absence of approved deliverables, the development teams refer to draft

sections of the architecture as they are completed.

IV&V will continue to attend architecture meetings, to gain a better understanding on how architecture
decisions are communicated to the project team. IV&V is reducing the priority of this finding to Medium for
the September reporting period.

Recommendations Progress

+ Recommend completing and approving the Bl-12 System Architecture deliverable prior to development of

source code. In process
+ If completing the BI-12 deliverable prior to development of code is not possible for any reason, ensure that all
portions of the architecture that are directly or indirectly related to the source code development efforts, In process

standards, and processes be submitted for approval by DHS in draft form prior to code development, and
subsequently followed up with final completion of BI-12 in accordance with the project schedule.
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IV&V Findings and Recommendations H
Deployment

Key Findings ngﬁﬁléty

Risk - The planning and approach of the ASI Release Management practices were identified as an
area to improve during early releases.

In September, 5 of the 10 remaining deliverables for Release 0.1 are in progress. Release 0.2 SIT
completed, and Release 0.2 UAT is scheduled to commence in early October. Although Release 0.2
40  deliverables are currently in progress none are complete. In late September, the ASI updated the Release @
0.1 Lessons Learned results to provide more detail and track the progress of the action items. While these
updates provide additionally visibility into the planned corrective actions, and most are targeted for
implementation during Release 0.2, corresponding action item due dates have not been established and
recorded. 1V&V will continue to monitor in the upcoming reporting period.

Recommendations Progress

+ Assign a Release Manager to manage all details of planned releases. Complete

» Develop a Release Plan document for each release, that provides details of the planned release and all
associated configuration items, clear assignments for all staff involved in all tasks, a schedule for completion of

all tasks and activities, planned release status communications, and back out procedures should they be L [pl{ESE
necessary.
» Update the Release 0.1 Lessons Learned action plan to include owners and due dates. In process
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IV&V Findings and Recommendations H
Requirements Analysis & Management

- Criticality

Risk - Due to a lack of clarity regarding “Partially Met” requirements in design artifacts, full
traceability of requirements may be hampered, and all requirements may not be fully met.

Although the bulk of this activity is now complete, the ASI determined that each release may still need this @
activity to be performed for requirements that have not yet been split. As such, the project schedule will be

updated to incorporate this activity to each release. As these tasks have not yet been added to the

schedule, IV&V will continue to monitor.

Recommendations Progress

» Determine a requirements management and design artifact that provides full accountability of where every
component of a requirement that is listed as 'Partially Met' is satisfied, ensuring that each requirement is Fully In process
Met and can be validated as such.

41
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IV&V Status




V&V Engagement Status

IV&V Engagement Area Jul Aug Sept Comments

IV&V Budget

IV&V Schedule

IV&V Deliverables PCG submitted the final August IV&V Monthly Status Report.

Centers for Medicare
and Medicaid Services
(CMS) IV&V Progress

The first quarterly CMS Eligibility and Enroliment (E&E) IV&V
Progress Report is on hold until IV&V and DHS determine the
appropriate time to submit the report.

Reports

CMS Milestone Reviews The flrs_t CMS Milestone Review date has not yet been
determined.

V&V Staffing Rygn Tan Jome_d the IV&V team to assist in the project
deliverable reviews.
DHS PMO and IV&V met on September 9t and September

th i
V&V Scope 29" to discuss the OBC plans and next steps.

Engagement Rating Legend

The engagement area poses a

The'engagement area is The engagement area is significant risk to the V&V
within acceptable somewhat outside acceptable : . .

project quality and requires
parameters. parameters.

immediate attention.
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Appendix C — Acronyms and Glossary

Acronym
APD
ASI
BES
CCWIS
CM
CMMI
CMS
CR
DDI
DED
DHS
DLV
E&E
EA
ECM
ESI
ETS
FIPS
HIPAA
IDM
IEEE
IES
ITIL

Definition

Advance Planning Document

Application System Integrator

Benefits Eligibility Solution

Comprehensive Child Welfare Information System
Configuration Management

Capability Maturity Model Integration

Center for Medicare and Medicaid Services

Change Request

Design, Development and Implementation

Deliverable Expectation Document

Hawaii Department of Human Services

Deliverable

Eligibility and Enrollment

Enterprise Architecture

Enterprise Content Management (FileNet and DataCap)
Enterprise System Integrator (Platform Vendor)

State of Hawaii Office of Enterprise Technology Services
Federal Information Processing Standard

Health Information Portability and Accountability Act of 1996
Identity and Access Management (from KOLEA to State Hub)
Institute of Electrical and Electronics Engineers
Integrated Eligibility Solution

Information Technology Infrastructure Library
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Appendix D — Background Information N

Systems Modernization Project
The DHS Enterprise Program Roadmap includes contracting with three separate vendors with the following high-level scope:

* ESI or Platform Vendor — responsible for the shared technology and services required for multiple Application vendors to
implement and support functionality that leverages the DHS Enterprise Platform.

» ASI or ASI Vendor — responsible for the DDI of the Benefits Eligibility Solution (BES Project) enhancing the currently
implemented Medicaid E&E Solution (KOLEA) and providing support for the combined Solutions.

* CCWIS Vendor — responsible for the DDI of the CCWIS Solution to meet the needs of child welfare services and adult
protective services (CCWIS Project) and providing support for the Solution.
Systems Modernization IV&V Project

IV&V performs objective assessments of the design, development/configuration and implementation (DDI) of DHS’ System
Modernization Projects. DHS has identified three high-risk areas where V&V services are required:

+ Transition of M&O from DHS’ incumbent vendor to the ESI and ASI vendors
+ BESDDI
+ CCWIS DDI

On the BES DDI Project, IV&V is responsible for:

« Evaluating efforts performed by the Project (processes, methods, activities) for consistency with federal requirements
and industry best practices and standards

* Reviewing or validating the work effort performed and deliverables produced by the ASI vendor as well as that of
DHS to ensure alignment with project requirements

« Anticipating project risks, monitoring project issues and risks, and recommending potential risk mitigation strategies
and issue resolutions throughout the project’s life cycle

« Developing and providing independent project oversight reports to DHS, ASI vendors, State of Hawaii Office of
Enterprise Technology Services (ETS) and DHS’ Federal partners
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